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Abstract	  This	  paper	  is	  both	  an	  observational	  narrative	  and	  qualitative	  study	  of	  staff	  meetings	  of	  small	  arts	  organizations.	  The	  research	  explores	  organizational	  management	  theory,	  internal	  leadership,	  and	  working	  with	  artists,	  aiming	  to	  highlight	  how	  they	  intersect	  and	  impact	  the	  working	  environment.	  The	  analysis	  reveals	  three	  unique	  models	  for	  internal	  leadership,	  which	  may	  be	  useful	  to	  arts	  administrators	  and	  artists,	  specifically	  those	  who	  work	  in	  small	  group	  structures.	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I. Introduction	  and	  Problem	  Statement	  	  
A.	  Research	  Question	  	  
What	  really	  happens	  in	  staff	  meetings	  with	  artists?	  	  In	  this	  study	  I	  explore	  the	  internal	  leadership	  of	  small	  arts	  organizations	  through	  a	  fused	  lens	  of	  organizational	  management	  theory,	  practical	  experience,	  and	  observational	  research.	  This	  research	  reveals	  structures	  and	  principles	  for	  running	  meetings	  and	  considers	  their	  relationship	  to	  the	  “big	  picture”	  of	  leading	  organizations.	  This	  study	  also	  considers	  the	  nature	  of	  artists	  themselves-­‐-­‐a	  comment	  on	  the	  inseparability	  between	  artists	  and	  the	  organizations	  that	  support	  their	  work.	  It	  is	  concerned	  with	  the	  action	  happening	  within	  the	  organization,	  rather	  than	  on	  the	  external	  environment	  in	  which	  that	  organization	  lives.	  	  This	  research	  was	  inspired	  by	  the	  following	  questions	  I	  have	  found	  myself	  asking	  about	  meetings:	  
• How	  can	  we	  use	  what	  we	  know	  about	  group	  dynamics	  and	  the	  nature	  of	  artists	  to	  leverage	  staff	  meetings	  in	  arts	  organizations	  and	  better	  serve	  the	  art	  itself?	  
• What	  are	  some	  of	  the	  unique	  ways	  in	  which	  organizations	  are	  using	  this	  commonly-­‐held	  organizational	  practice	  of	  staff	  meetings?	  	  
• What	  are	  some	  of	  the	  universal,	  and	  perhaps	  inherent	  components	  of	  these	  meetings?	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• What	  can	  be	  borrowed	  from	  macro-­‐level	  organizational	  theory	  and	  applied	  to	  this	  niche	  field?	  In	  conducting	  this	  research,	  I	  acknowledge	  my	  own	  assumptions	  about	  the	  topic:	  
• Staff	  meetings	  are	  related	  to	  the	  artist’s	  creative	  process	  in	  some	  way.	  	  
• Small	  arts	  organizations	  can	  and	  should	  conduct	  meetings	  differently	  than	  other	  kinds	  of	  organizations.	  
• Some	  principles	  of	  organizational	  theory	  can	  be	  applied	  to	  any	  configuration	  of	  an	  organized	  group	  of	  people	  bound	  together	  through	  vision-­‐driven	  work.	  
	  A	  variety	  of	  corporations,	  groups,	  and	  industries	  are	  referenced	  throughout	  this	  study	  to	  offer	  both	  an	  accessible	  and	  relevant	  presentation	  of	  insight.	  I	  humbly	  offer	  this	  paper	  as	  an	  effort	  to	  broaden	  the	  scope	  of	  arts	  administration	  research,	  as	  well	  as	  to	  assist	  in	  more	  accurately	  positioning	  the	  field	  as	  a	  bridge	  between	  theory	  and	  practice.	  	  
B.	  Rationale	  One	  trend	  in	  arts	  administration	  research	  is	  that	  studies	  typically	  assess	  topics	  on	  the	  macro-­‐	  scale,	  or	  observe	  external	  aspects	  of	  the	  field.	  From	  a	  birds-­‐eye	  view,	  our	  national	  arts	  eco-­‐system	  is	  evolving	  from	  one	  defined	  by	  large	  organizations	  committed	  to	  institutional	  longevity	  and	  preservation,	  to	  one	  more	  diverse	  and	  nimble,	  comprising	  small,	  innovative	  arts	  organizations	  that	  are	  highly	  specific	  in	  mission,	  and	  remain	  relevant	  by	  design.	  In	  a	  recent	  Huffington	  Post	  article,	  John	  F.	  Kennedy	  Center	  for	  the	  Performing	  Arts	  President	  Michael	  Kaiser	  writes,	  “While	  
Shapiro	   5	  
large	  organizations	  obviously	  play	  visible	  roles	  in	  their	  communities,	  smaller	  ones	  are	  crucial	  as	  well.	  Smaller	  arts	  organizations	  typically	  turn	  over	  staff	  more	  rapidly	  than	  larger	  organizations	  making	  pursuit	  of	  long-­‐term	  strategies	  and	  relationships	  with	  donors	  more	  difficult.”	  	  	  A	  safe	  assumption	  can	  be	  made	  about	  the	  next	  generation	  of	  arts	  leaders:	  the	  majority	  will	  be	  running	  small	  organizations	  rather	  than	  large	  ones,	  therefore	  an	  intimate	  look	  at	  how	  these	  small	  groups	  operate,	  and	  what	  they	  need	  from	  internal	  leadership	  to	  successfully	  deliver	  their	  visionary	  work	  is	  called	  for.	  	  Small	  arts	  organizations,	  by	  nature,	  propagate	  atypical	  working	  environments.	  They	  tend	  to	  be	  familial	  intimate	  groups	  where	  job	  descriptions	  are	  fuzzy.	  The	  quality	  of	  work	  is	  held	  to	  exceptional	  standards	  because	  the	  stakes	  are	  high.	  “Only	  we	  can	  deliver	  this	  art	  form	  as	  we’ve	  defined	  it,”	  is	  the	  common	  justification	  for	  support	  and	  sustenance,	  and	  their	  livelihood	  depends	  on	  how	  well	  they	  follow	  through.	  	  Staff	  meetings	  and	  organizations	  are	  indivisible.	  Time	  spent	  on	  staff	  meetings	  is	  precious.	  It	  is	  time	  taken	  away	  from	  making	  art	  and	  making	  art	  takes	  a	  lot	  of	  time.	  Some	  of	  us	  dread	  staff	  meetings.	  Some	  of	  us	  don’t	  know	  how	  to	  run	  them	  well,	  and	  are	  frustrated	  with	  existing	  guides	  and	  models	  that	  speak	  to	  the	  business	  and	  corporate	  world	  exclusively.	  Some	  of	  us	  question	  their	  purpose	  and	  wish	  they’d	  go	  away.	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  In	  my	  role	  as	  Managing	  Director	  for	  a	  small	  arts	  organization,	  I	  have	  observed	  that	  the	  weekly	  staff	  meeting	  for	  the	  organization	  is	  the	  only	  moment	  where	  the	  focused	  attention	  of	  the	  three	  Co-­‐Artistic	  Directors	  comes	  together	  to	  move	  the	  required	  work	  of	  the	  company	  forward.	  Or	  is	  it?	  That	  statement	  is	  the	  assumption	  I	  initially	  brought	  to	  the	  job,	  but	  in	  three	  years,	  it	  hasn’t	  proved	  itself	  to	  be	  true.	  Instead,	  I’ve	  come	  to	  question	  what	  is	  that	  time	  for?	  We	  communicate	  successfully	  via	  email	  and	  short	  task-­‐related	  meetings	  throughout	  the	  week,	  thus	  are	  the	  weekly	  staff	  meetings	  necessary?	  How	  should	  we	  come	  to	  set	  the	  goals	  and	  agenda	  of	  the	  meeting?	  What	  practices	  do	  we	  hold	  on	  to	  from	  the	  corporate	  and	  institutional	  models	  of	  organizational	  management	  and	  what	  new	  practices	  might	  better	  serve	  our	  needs?	  	  	  
II. Literature	  Review	  
A.	  	  Understanding	  Small	  Arts	  Organizations	  Small	  arts	  organizations	  are	  typically	  bare-­‐boned	  non-­‐profits	  that	  rely	  heavily	  on	  the	  cooperation	  and	  complete	  commitment	  of	  all	  staff	  to	  be	  successful.	  They	  typically	  operate	  on	  budgets	  under	  $100,000,000,	  and	  have	  a	  total	  staff	  of	  10	  or	  less.	  They	  often	  emerge	  in	  response	  to	  a	  perceived	  unfulfilled	  need	  in	  the	  world,	  and	  are	  driven	  by	  the	  powerful	  and	  specific	  visions	  of	  their	  founders.	  Rather	  than	  aiming	  to	  reach	  as	  many	  people	  as	  possible	  like	  a	  corporation,	  smaller	  arts	  organizations	  are	  typically	  those	  which	  serve	  unique	  segments	  of	  our	  communities.	  In	  fact,	  some	  believe	  that	  it’s	  the	  exposure	  to	  the	  arts	  through	  these	  more	  specialized	  arts	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organizations	  that	  has	  shaped	  and	  inspired	  some	  of	  our	  greatest	  artists	  today.	  (Kaiser,	  2011)	  	  	  There	  is	  no	  pre-­‐determined	  road	  map	  provided	  to	  achieve	  the	  vision	  of	  small	  arts	  organizations.	  Michael	  Kaiser	  writes	  for	  the	  Huffington	  Post:	  	   The	  tension	  in	  many	  arts	  organizations,	  and	  between	  many	  boards	  and	  staffs,	  	   is	  often	  caused	  by	  the	  messy	  nature	  of	  art	  creation.	  One	  does	  not	  make	  art	  	   neatly.	  Ideas	  emerge,	  they	  are	  challenged,	  changed,	  and	  dropped.	  Many	  	   artistic	  creations,	  and	  certainly	  almost	  all	  performing	  arts	  ventures,	  are	  	   collaborative	  processes	  where	  each	  participant	  is	  experimenting,	  changing,	  	   dropping	  and	  trying	  again.	  This	  takes	  time,	  iteration	  and	  experimentation.	  	   This	  activity	  does	  not	  lend	  itself	  to	  structures	  of	  planning.	  (The	  Messiness	  
	   Ghetto)	  	  The	  organizational	  structure	  most	  commonly	  found	  in	  small	  arts	  organizations	  is	  a	  flat	  and	  collaborative	  one,	  as	  Kaiser	  mentions	  above.	  Each	  member	  of	  the	  staff	  is	  responsible	  for	  an	  area	  of	  work	  and	  they	  bring	  the	  perspective	  they	  have	  from	  that	  area	  to	  the	  group	  practice	  of	  reaching	  consensus	  for	  major	  decisions.	  Management	  theory	  refers	  to	  collaborations	  as	  “team-­‐based	  organizations,”	  describing	  the	  lack	  of	  centralized	  authority	  as	  an	  advantageous	  characteristic	  that	  typically	  increases	  their	  adaptability	  in	  dealing	  with	  their	  environments.	  It	  also	  improves	  coordination	  between	  functional	  specializations,	  and	  makes	  good	  use	  of	  human	  resources.	  Collaborations	  diffuse	  influence	  and	  control,	  allowing	  people	  at	  the	  middle	  and	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lower	  levels	  of	  an	  organization	  to	  make	  contributions	  that	  might	  otherwise	  be	  denied.	  (Morgan	  54)	  	  What	  are	  some	  common	  characteristics	  found	  across	  employees	  of	  small	  arts	  organizations?	  Warren	  Bennis	  and	  Patricia	  Ward	  Biederman	  write	  in	  their	  book,	  
Organizing	  Genius:	  	   Every	  Great	  Group	  is	  extraordinary	  in	  its	  own	  way.	  Yet	  all	  of	  them	  have	  much	  	   in	  common.	  Imagine	  that	  it	  is	  25	  years	  ago	  and	  you	  are	  a	  fly	  on	  the	  wall	  at	  	   Xerox	  PARC	  where	  the	  first	  user-­‐friendly	  computer	  is	  being	  invented.	  The	  	   offices	  themselves	  are	  nondescript.	  But	  the	  atmosphere	  is	  charged,	  electric	  	   with	  the	  sense	  that	  great	  things	  are	  being	  accomplished	  here.	  Most	  of	  the	  	   members	  of	  the	  group	  are	  young-­‐in	  their	  20s	  or	  three0s-­‐and	  each	  knows	  that	  	   having	  been	  recruited	  for	  this	  project	  is	  a	  badge	  of	  honor.	  Great	  Groups	  tend	  	   to	  do	  their	  work	  in	  spartan,	  even	  shabby	  surroundings.	  We	  can	  speculate	  	   why,	  but	  the	  truth	  is	  that	  most	  people	  in	  Great	  Groups	  spend	  very	  little	  time	  	   thinking	  about	  their	  surroundings.	  Great	  Groups	  tend	  to	  be	  collegial	  and	  	   nonhierarchical,	  peopled	  by	  singularly	  competent	  individuals	  who	  often	  have	  	   an	  antiauthoritarian	  streak.”	  	  (p.	  9-­‐11)	  	  Small	  arts	  organizations	  are	  not	  like	  machines.	  The	  “organization	  as	  machine”	  metaphor	  is	  a	  classical	  management	  theory	  concept	  discussed	  in	  greater	  detail	  in	  section	  B	  of	  this	  review.	  Gareth	  Morgan	  defines	  mechanistic	  organizations	  as	  those	  that:	  
Shapiro	   9	  
	   	  	  	   set	  goals	  and	  objectives	  and	  go	  for	  them;	  organize	  rationally,	  efficiently,	  and	  	   clearly;	  specify	  every	  detail	  so	  that	  everyone	  will	  be	  sure	  of	  the	  jobs	  that	  they	  	   have	  to	  perform;	  plan,	  organize,	  and	  control,	  control,	  control.	  Mechanistic	  	   approaches	  to	  organization	  work	  well	  only	  under	  conditions	  where	  machines	  	   work	  well:	  when	  there	  is	  a	  straightforward	  task	  to	  perform;	  when	  the	  	   environment	  is	  stable	  enough	  to	  ensure	  that	  the	  products	  produced	  will	  be	  	   appropriate	  ones;	  when	  one	  wishes	  to	  produce	  exactly	  the	  same	  product	  	   time	  and	  again;	  when	  precision	  is	  at	  a	  premium;	  when	  the	  human	  “machine”	  	   parts	  are	  compliant	  and	  behave	  as	  they	  have	  been	  designed	  to	  do.	  (Morgan	  	   27)	  	  It	  is	  difficult	  for	  small	  arts	  organizations	  to	  function	  with	  a	  lot	  of	  bureaucracy.	  Some	  argue	  that	  the	  organization	  itself	  is	  competing	  with	  the	  artistic	  process:	  	  	   The	  creative	  process	  is	  social,	  not	  just	  individual,	  and	  thus	  forms	  of	  	   organizations	  are	  necessary.	  But	  elements	  of	  organization	  can	  and	  frequently	  	   do	  stifle	  creativity.	  A	  defining	  feature	  of	  life	  in	  the	  early	  to	  mid-­‐twentieth	  	   century—a	  period	  referred	  to	  as	  the	  organizational	  age—was	  the	  dominance	  	   of	  large	  scale	  and	  highly	  specialized	  bureaucratic	  organizations.	  Writing	  in	  	   the	  1940s,	  the	  great	  economist	  Joseph	  Schumpeter	  called	  attention	  to	  the	  	   chilling	  effect	  of	  large	  organizations	  on	  creativity.	  In	  his	  landmark	  book,	  	   Capitalism,	  Socialism	  and	  Democracy,	  Schumpeter	  noted	  that	  capitalism’s	  	   great	  strength	  had	  long	  been	  the	  “function	  of	  entrepreneurs”	  who	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   “revolutionize	  the	  pattern	  of	  production.”	  And	  then	  he	  gloomily	  predicted	  its	  	   demise.”	  (Florida	  22)	  	  Morgan	  claims	  “organizations	  that	  focus	  on	  value	  creation	  may	  be	  able	  to	  create	  resource	  niches	  that	  never	  existed	  before.”	  (63)	  This	  is	  especially	  applicable	  to	  small	  arts	  organizations,	  and	  especially	  those	  that	  provide	  unique	  and	  alternative	  offerings	  to	  the	  usual	  options	  for	  entertainment	  and	  leisure.	  “Smaller	  organizations	  are	  also	  more	  likely	  to	  champion	  adventuresome	  work.	  While	  larger	  organizations	  are	  challenged	  to	  risk	  large	  sums	  on	  a	  ground-­‐breaking	  project,	  smaller	  organizations,	  with	  smaller	  project	  budgets,	  are	  more	  often	  the	  crucibles	  for	  new	  exciting	  artists	  and	  art	  forums.”	  (Kaiser,	  The	  Importance	  of	  Small	  Arts	  Organizations)	  	  
B.	  	  Organizational	  Leadership	  and	  Classical	  Management	  Theory	  Michael	  Kaiser	  wrote,	  “I	  find	  that	  we	  offer	  far	  too	  little	  training	  to	  people	  who	  are	  meant	  to	  govern	  our	  arts	  organizations.”	  (The	  Messiness	  Ghetto)	  Though	  he	  is	  speaking	  to	  the	  larger	  field,	  this	  is	  particularly	  true	  for	  the	  small,	  less	  predictable	  organizations.	  How	  can	  you	  plan	  and	  prepare	  students	  and	  young	  leaders	  for	  the	  unimaginable?	  Small	  arts	  organizations	  face	  a	  lot	  of	  pressure	  to	  introduce	  new	  images	  and	  ideas	  to	  our	  culture.	  That	  level	  of	  innovation	  and	  experimentation	  requires	  an	  arts	  manager	  to	  have	  a	  certain	  amount	  of	  faith	  in	  the	  unknown	  and	  in	  the	  artist’s	  untold	  vision.	  During	  her	  commencement	  address	  to	  the	  2005	  graduating	  class	  of	  the	  School	  of	  the	  Art	  Institute	  of	  Chicago,	  visual	  artist	  Ann	  Hamilton	  said:	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   In	  every	  work	  of	  art	  something	  appears	  that	  does	  not	  previously	  exist	  and	  so,	  	   by	  default,	  you	  work	  from	  what	  you	  know	  to	  what	  you	  don’t	  know.	  We	  live	  	   in	  a	  time	  when	  it	  is	  challenging	  to	  articulate	  the	  importance	  of	  supporting	  	   experiences	  that	  don’t	  do	  anything	  obvious,	  aren’t	  easily	  quantifiable,	  resist	  	   measurement,	  aren’t	  easily	  named,	  are	  categorically	  in-­‐between.	  (p.	  30)	  	  Classical	  Management	  Theory,	  or	  “the	  design	  of	  the	  total	  organization,”	  commonly	  relies	  on	  metaphor	  as	  a	  tool	  to	  attach	  a	  language	  and	  logic	  to	  studying	  the	  organization.	  Many	  classical	  theorists	  have	  studied	  organizational	  models	  through	  the	  “organization	  as	  machine”	  metaphor.	  This	  idea	  can	  most	  commonly	  be	  found	  in	  practice	  today	  in	  the	  corporate	  sector.	  In	  this	  metaphor,	  “centralization	  of	  authority	  is	  always	  present	  in	  some	  degree,	  but	  varies	  to	  optimize	  the	  faculties	  of	  personnel.”	  and	  it’s	  supported	  by	  the	  principle	  of	  “Esprit	  de	  corps”:	  to	  facilitate	  harmony	  as	  a	  basis	  of	  strength.	  (Morgan	  17)	  	  Classical	  theorists	  have	  been	  much	  criticized	  for	  making	  humans	  fit	  the	  requirements	  of	  mechanical	  organization,	  and	  Morgan	  (1996)	  argues,	  “the	  organization	  is	  not	  a	  machine	  and	  can	  never	  really	  be	  designed,	  structured,	  and	  controlled	  as	  a	  set	  of	  inanimate	  parts.”	  Other	  metaphors	  Morgan	  offers	  as	  alternative	  studies	  include	  organizations	  as	  organisms	  (“what	  if	  we	  view	  organizations	  like	  brains?”),	  organizations	  as	  cultures,	  organizations	  as	  systems	  of	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government,	  as	  “psychic	  prisons,”	  as	  flux	  and	  transformation,	  and	  instruments	  of	  domination.	  (p.	  7)	  	  Inspired	  from	  the	  work	  of	  theoretical	  biologist	  Ludwig	  von	  Bertalanffy,	  the	  “organization	  as	  organism”	  metaphor	  proposes	  that	  organizations,	  like	  organisms,	  are	  “open”	  to	  their	  environment	  and	  must	  achieve	  an	  appropriate	  relation	  with	  that	  environment	  if	  they	  are	  to	  survive.	  (Morgan	  40)	  Rather	  than	  the	  machine	  metaphor,	  the	  organism	  metaphor	  gets	  us	  a	  bit	  closer	  to	  an	  accurate	  understanding	  of	  the	  nature	  of	  small	  arts	  organizations.	  	  	  When	  thinking	  about	  “organization	  as	  culture,”	  it	  is	  important	  to	  consider	  that	  the	  term	  “culture”	  derives	  metaphorically	  from	  the	  idea	  of	  cultivation:	  the	  process	  of	  tilling	  and	  developing	  land.	  When	  we	  talk	  about	  culture	  we	  are	  usually	  referring	  to	  the	  pattern	  of	  development	  reflected	  in	  a	  society’s	  system	  of	  knowledge,	  ideology,	  values,	  laws,	  and	  day-­‐to-­‐day	  ritual.	  (Morgan	  120)	  	  An	  alternative	  proposal	  to	  Classical	  Management	  Theory	  is	  Scientific	  Management,	  which	  “focuses	  on	  the	  design	  and	  management	  of	  individual	  jobs.”	  (Morgan	  17)	  Theorist	  Frederick	  Taylor	  “fused	  the	  perspective	  of	  an	  engineer	  with	  an	  obsession	  for	  control”	  and	  offered	  five	  simple	  principles,	  valued	  around	  efficiency:	  “1.	  Managers	  should	  do	  all	  the	  thinking	  relating	  to	  the	  planning	  and	  design	  of	  work,	  leaving	  the	  workers	  with	  the	  task	  of	  implementation.	  2.	  Use	  scientific	  methods	  to	  determine	  the	  most	  efficient	  way	  of	  doing	  work.	  3.	  Select	  the	  best	  person	  to	  perform	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the	  job	  thus	  designed.	  4.	  Train	  the	  worker	  to	  do	  the	  work	  efficiently.	  5.	  Monitor	  worker	  performance	  to	  ensure	  that	  appropriate	  work	  procedures	  are	  followed	  and	  that	  appropriate	  results	  are	  achieved.”	  (Morgan	  23)	  Taylor	  was	  often	  seen	  as	  a	  villain,	  for	  introducing	  such	  a	  mechanistic	  approach	  to	  human	  organization	  management,	  but	  “it	  is	  important	  to	  realize	  that	  he	  was	  really	  part	  of	  a	  much	  broader	  social	  trend	  involving	  the	  mechanization	  of	  life	  generally.	  The	  principles	  underlying	  Taylorism	  are	  now	  found	  on	  the	  football	  field	  and	  athletics	  track,	  in	  the	  gymnasium,	  and	  in	  the	  way	  we	  rationalize	  and	  routinize	  our	  personal	  lives.”	  (Morgan	  25)	  	  When	  considering	  the	  management	  of	  human	  resources	  within	  an	  organization,	  many	  concepts,	  derived	  from	  theories	  within	  psychology	  can	  be	  applied.	  With	  the	  introduction	  of	  autonomy	  and	  self-­‐management	  within	  the	  workplace,	  arose	  the	  notion	  “defense	  routines,	  ”	  where	  employees	  find	  ways	  of	  obscuring	  or	  burying	  issues	  and	  problems	  that	  will	  put	  them	  in	  a	  bad	  light	  and	  of	  deflecting	  attention	  elsewhere.	  They	  become	  skilled	  in	  all	  kinds	  of	  impression	  management	  that	  can	  make	  situations	  for	  which	  they	  are	  responsible	  look	  better	  than	  they	  actually	  are.	  They	  often	  ignore	  or	  fail	  to	  report	  deep-­‐seated	  problems	  and	  often	  “hold	  back”	  or	  dilute	  other	  bad	  news	  giving	  senior	  managers	  rosy	  pictures	  of	  a	  situation	  or	  telling	  them	  what	  they	  think	  they	  would	  like	  to	  hear.	  The	  sequence	  of	  events	  and	  burying	  of	  problems	  leading	  to	  the	  U.S.	  Space	  Shuttle	  Challenger	  disaster	  provides	  an	  excellent	  example.	  The	  desire	  to	  launch	  “on	  time”	  overrode	  knowledge	  of	  serious	  problems	  with	  the	  O-­‐ring	  seals	  that	  triggered	  the	  shuttle	  explosion.	  (Morgan	  89)	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  A	  major	  element	  of	  human	  resource	  management	  within	  organizations	  is	  conflict	  management.	  Conflict	  arises	  whenever	  interests	  collide.	  The	  natural	  reaction	  to	  conflict	  in	  organizational	  contexts	  is	  usually	  to	  view	  it	  as	  a	  dysfunctional	  force	  that	  can	  be	  attributed	  to	  some	  regrettable	  set	  of	  circumstances	  or	  causes.	  “It’s	  a	  personality	  problem.”	  “They’re	  rivals	  who	  always	  meet	  head	  on.”	  “Production	  people	  and	  marketing	  people	  never	  get	  along.”	  “Everyone	  hates	  auditors	  and	  accountants.”	  Conflict	  will	  always	  be	  present	  in	  organizations.	  Conflict	  may	  be	  personal,	  interpersonal,	  or	  between	  rival	  groups	  or	  coalitions.	  It	  may	  be	  built	  into	  organizational	  structures,	  roles,	  attitudes,	  and	  stereotypes	  or	  arise	  over	  a	  scarcity	  of	  resources.	  It	  may	  be	  explicit	  or	  covert.	  (Morgan	  167)	  	  
C.	  Modern	  Management	  Modern	  management	  occurs	  in	  a	  net	  of	  fragmented,	  multiple	  contexts,	  through	  multitudes	  of	  kaleidoscopic	  movements.	  Organizing	  happens	  in	  many	  places	  at	  once,	  and	  organizers	  move	  around	  quickly	  and	  frequently.	  Additionally,	  not	  all	  interactions	  require	  a	  physical	  presence.	  (Czarniawska	  2008,	  3)	  	  Management	  By	  Wandering	  Around	  (MBWA),	  popularized	  at	  Hewlett-­‐Packard,	  simply	  means	  taking	  time	  each	  week	  to	  walk	  around	  with,	  as	  Bob	  Dylan	  said,	  no	  destination	  known.	  You	  can	  see	  how	  new	  projects	  are	  going,	  solve	  some	  problems	  in	  the	  factory	  or	  the	  office,	  or	  just	  chat	  in	  the	  hall	  with	  someone	  you	  haven’t	  seen	  in	  a	  long	  while.	  (Semler	  70)	  In	  my	  own	  experience	  from	  a	  past	  job,	  the	  Development	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Associate,	  a	  peer	  in	  my	  office,	  regularly	  practiced	  this	  technique	  with	  the	  program	  staff	  in	  order	  to	  be	  better	  tuned-­‐in	  to	  the	  fundraising	  needs	  of	  the	  organization,	  and	  be	  prepared	  with	  possible	  projects	  that	  could	  be	  matched	  to	  grant	  opportunities	  as	  they	  became	  available.	  Steve	  Jobs	  at	  Apple,	  was	  notorious	  for	  MBWA	  as	  well.	  He	  would	  suddenly	  appear	  in	  Bandley,	  one	  of	  the	  buildings	  on	  the	  company’s	  campus,	  looking	  at	  people’s	  work	  and	  making	  scathing	  comments,	  even	  when	  he	  had	  no	  relevant	  expertise.	  “This	  sucks!”	  was	  a	  favorite	  Jobsian	  critique.	  (Bennis	  81)	  	  “What	  people	  call	  participative	  management	  is	  usually	  just	  consultative	  management.	  There’s	  nothing	  new	  to	  that.	  Managers	  have	  been	  consulting	  employees	  for	  centuries.	  How	  progressive	  do	  you	  have	  to	  be,	  after	  all,	  to	  ask	  someone	  else’s	  opinion?	  And	  to	  listen	  to	  that	  opinion	  –	  well,	  that’s	  a	  start.	  But	  it’s	  only	  when	  the	  bosses	  give	  up	  decision-­‐making	  and	  let	  their	  employees	  govern	  themselves	  that	  the	  possibility	  exists	  for	  a	  business	  jointly	  managed	  by	  workers	  and	  executives.	  And	  that	  is	  true	  participative	  management	  as	  opposed	  to	  merely	  paying	  lip	  service	  to	  it.”	  (Semler	  83-­‐84)	  	  Sutton’s	  “Weird	  Rules”:	  1)	  Find	  some	  happy	  people	  and	  get	  them	  to	  fight.	  Getting	  smart	  people	  to	  vigorously	  debate	  their	  ideas	  is	  one	  of	  the	  quickest	  methods	  to	  exposing	  technical	  flaws,	  and	  paves	  the	  way	  for	  innovation.	  2)	  Reward	  success	  and	  failure;	  punish	  inaction.	  3)	  Ignore	  people	  who	  have	  solved	  the	  exact	  problem	  you	  face.	  4)	  Hire	  “slow	  learners”	  (of	  organizational	  code).	  By	  hiring	  confident	  people	  who	  don’t	  feel	  or	  respond	  to	  pressures	  to	  follow	  the	  herd,	  you’ll	  increase	  the	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spectrum	  of	  what	  is	  possible	  just	  by	  cultivating	  the	  misfit	  element.	  5)	  Seek	  out	  ways	  to	  avoid,	  distract,	  and	  bore	  customers.	  Investigating	  what	  it	  would	  look	  like	  to	  bore	  your	  customers	  is	  a	  contrarian	  method	  of	  brainstorming	  that	  may	  help	  you	  to	  get	  clear	  and	  find	  holes	  in	  your	  reasoning	  so	  you	  can	  then	  pursue	  the	  opposite	  approach.	  (2001)	  	  Small	  arts	  organizations	  are	  often	  founder-­‐driven,	  and	  are	  typically	  living	  examples	  of	  what	  widely	  accepted	  management	  theory	  refers	  to	  as	  a	  “simple	  structure.”	  	  A	  simple	  structure	  usually	  comprises	  a	  chief	  executive,	  often	  the	  founder	  or	  an	  entrepreneur	  who	  may	  have	  a	  group	  of	  support	  staff	  along	  with	  a	  group	  of	  operators	  who	  do	  the	  basic	  work.	  Organization	  is	  very	  informal	  and	  flexible,	  and	  although	  run	  in	  a	  highly	  centralized	  way	  by	  the	  chief	  executive,	  is	  ideal	  for	  achieving	  quick	  changes	  and	  maneuvers.	  This	  form	  of	  organization	  works	  very	  well	  in	  entrepreneurial	  organizations	  where	  speedy	  decision-­‐making	  is	  at	  a	  premium,	  provided	  that	  tasks	  are	  not	  too	  complex.	  It	  is	  typical	  of	  successful	  young,	  and	  innovative	  companies.	  (Morgan	  51)	  	   	  
D.	  Understanding	  Artists	  “There	  is	  a	  motor	  that	  artists	  are	  given	  that	  others,	  frankly,	  do	  not	  have.	  Trusting	  yourself	  to	  not	  screw	  it	  up	  is	  actually	  terribly	  important.”	  (Nicholson	  44)	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“Professionalism	  becomes	  difficult	  in	  work	  fueled	  by	  passion	  because	  passion	  is	  emotion.	  Emotion	  generates	  energy,	  but	  it	  also	  impairs	  judgment.”	  (Behance	  Team	  2011)	  	  “I	  have	  a	  special	  love	  for	  the	  way	  that	  visual	  artists	  obsess.	  We	  are	  constantly	  bombarded	  by	  visual	  stimuli,	  so	  a	  profound	  task	  of	  the	  visual	  artist	  is	  to	  create	  something	  different	  from	  all	  that	  already-­‐existing	  stimuli,	  something	  that	  will	  speak	  to	  us	  through	  the	  hubbub	  of	  endless	  visual	  excitation.	  What	  do	  the	  productive	  obsessions	  of	  visual	  artists	  sound	  like?	  “The	  creative	  habit	  is	  like	  a	  drug.	  The	  particular	  obsession	  changes,	  but	  the	  excitement,	  the	  thrill	  of	  your	  creation	  lasts.”	  –	  Henry	  Moore.”	  (Maisel	  95)	  	  “A	  meeting	  commonly	  blows	  at	  least	  half	  a	  day,	  by	  breaking	  up	  a	  morning	  or	  afternoon.	  But	  in	  addition	  there’s	  sometimes	  a	  cascading	  effect.	  If	  I	  know	  the	  afternoon	  is	  going	  to	  be	  broken	  up,	  I’m	  slightly	  less	  likely	  to	  start	  something	  ambitious	  in	  the	  morning.	  I	  know	  this	  may	  sound	  oversensitive,	  but	  if	  you’re	  a	  maker,	  think	  of	  your	  own	  case.	  Don’t	  your	  spirits	  rise	  at	  the	  thought	  of	  having	  an	  entire	  day	  free	  to	  work,	  with	  no	  appointments	  at	  all?”	  (Graham	  2009)	  	  “What	  does	  it	  take	  for	  me	  to	  make	  new	  work?	  It’s	  a	  scary	  thing.	  It	  needs	  to	  be	  fun	  (‘I	  can’t	  wait	  to	  do	  that!’),	  to	  have	  intensity,	  and	  allow	  me	  to	  make	  money—it	  needs	  to	  hit	  some	  of	  all	  these	  things	  some	  times.	  We	  live	  in	  a	  society	  where,	  as	  artists,	  we	  are	  treated	  like	  idiots;	  we	  feel	  bad	  about	  our	  self	  but	  there	  is	  nothing	  wrong	  with	  us.	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This	  is	  an	  artifact	  of	  early	  twentieth-­‐century	  capitalism:	  seeing	  you	  as	  having	  value	  or	  not	  much	  value.	  But	  that’s	  how	  it	  is,	  our	  culture.	  And	  it	  can	  trip	  you	  up.	  Don’t	  waste	  your	  time	  on	  that.	  Pay	  attention.	  Look	  more	  clearly	  at	  what	  you’re	  doing	  and	  not.”	  (Laurie	  Anderson	  –	  Jacob	  2006,	  8)	  	  “An	  immense	  number	  of	  young	  people	  want	  to	  become	  artists.	  In	  every	  college,	  the	  number	  of	  fine	  arts	  majors	  has	  grown	  in	  an	  astonishing	  way.	  Every	  major	  art	  school	  has	  hundreds	  and	  hundreds	  of	  applicants	  every	  year.	  These	  are	  not	  any	  longer	  academies,	  with	  studios	  in	  which	  painting	  and	  sculpture	  are	  taught.	  Many	  of	  them	  no	  longer	  teach	  skills	  at	  all.	  Every	  student	  is	  treated	  as	  an	  artist	  already,	  the	  schools	  existing	  mainly	  to	  help	  him	  or	  her	  to	  find	  their	  own	  way.	  There	  is	  no	  prescribed	  way	  of	  making	  art.”	  (Danto	  15)	  	  “Artists	  have	  taught	  me	  that	  being	  creative	  means	  working	  without	  knowledge	  of	  the	  outcome,	  with	  one’s	  attention	  focused	  instead	  on	  the	  process,	  the	  meaning,	  and	  the	  pleasure	  of	  the	  work	  itself.	  Thoughts	  are	  not	  facts.	  Feelings	  are	  not	  facts,	  either.”	  (Tucker	  38)	  	  “In	  a	  studio	  practice,	  an	  artist	  is	  safely	  locked	  away	  at	  what	  they	  are	  doing.	  I	  don’t	  have	  a	  studio	  practice.	  My	  practice	  is	  always	  in	  the	  public.	  Whereas	  a	  studio	  artist	  would	  be	  safe	  in	  making	  mistakes	  and	  sort	  of	  falling	  on	  their	  face,	  never	  showing	  an	  idea	  to	  anybody,	  I	  have	  had	  a	  history	  of	  falling	  on	  my	  face	  continuously	  and	  publicly.	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I	  think	  one	  gets	  comfortable	  with	  that	  kind	  of	  experience	  with	  failures.	  The	  falling	  is	  the	  chance	  and	  the	  accident	  is	  what	  I	  live	  for.”	  (Puett	  44)	  	  Artists,	  musicians,	  professors	  and	  scientists	  have	  always	  set	  their	  own	  hours,	  dressed	  in	  relaxed	  and	  casual	  clothes	  and	  worked	  in	  stimulating	  environments.	  They	  could	  never	  be	  forced	  to	  work.	  While	  the	  no-­‐collar	  workplace	  certainly	  appears	  more	  casual	  than	  the	  old,	  it	  replaces	  traditional	  hierarchical	  systems	  of	  control	  with	  new	  forms	  of	  self-­‐management,	  peer	  recognition	  and	  pressure	  and	  intrinsic	  forms	  of	  motivation,	  or	  what	  Florida	  (2002)	  calls	  “soft	  control.”	  In	  this	  setting,	  we	  strive	  to	  work	  more	  independently	  and	  find	  it	  much	  harder	  to	  cope	  with	  incompetent	  managers	  and	  bullying	  bosses.	  We	  trade	  job	  security	  for	  autonomy.	  In	  addition	  to	  being	  fairly	  compensated	  for	  the	  work	  we	  do	  and	  the	  skills	  we	  bring,	  we	  want	  the	  ability	  to	  learn	  and	  grow,	  shape	  the	  content	  of	  our	  work,	  control	  our	  own	  schedules	  and	  express	  our	  identities	  through	  work.	  (13)	  	  Productive	  obsession	  marries	  the	  idea	  of	  meaning	  investment	  –	  the	  investment	  we	  must	  make	  in	  our	  existential	  choices	  –	  with	  the	  idea	  of	  critical	  thinking.	  A	  productive	  obsession	  is	  an	  idea	  that	  you	  choose	  for	  good	  reasons	  and	  pursue	  with	  all	  your	  brain’s	  power.	  It	  might	  be	  an	  idea	  for	  a	  novel,	  a	  business,	  a	  vaccine;	  it	  might	  be	  the	  solution	  to	  a	  personal	  problem.	  You	  take	  that	  seed	  of	  an	  idea	  and	  you	  bite	  into	  it	  providing	  it	  with	  genuine	  neuronal	  devotion.	  A	  series	  of	  these	  productive	  obsessions	  is	  the	  exact	  equivalent	  of	  a	  lifetime	  of	  making	  meaning.	  (Maisel	  	  2010)	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Newport	  (2011)	  explains	  how	  specific	  blocks	  of	  time	  must	  be	  reserved	  regularly	  for	  creative	  work,	  separated	  from	  other	  time.	  “Shifting	  mental	  modes”	  =	  when	  the	  mind	  knows	  it	  has	  no	  interruptions	  looming,	  it	  can	  shift	  into	  the	  flow	  state	  required	  to	  produce	  high	  quality	  output.	  “Focus	  on	  process,	  not	  goals”	  =	  The	  final	  piece	  is	  arguably	  the	  most	  important:	  don’t	  set	  goals	  for	  your	  creative	  blocks.	  Creative	  work	  is	  not	  a	  task	  to	  be	  checked	  off	  a	  next	  actions	  list.	  If	  you	  decided	  that	  you	  need	  to	  complete	  a	  particular	  project	  by	  the	  end	  of	  a	  block,	  for	  example,	  you’re	  likely	  to	  either	  be	  frustrated	  by	  your	  lack	  of	  progress	  or	  rush	  out	  something	  mediocre.	  Instead,	  focus	  on	  process.	  Decide	  how,	  exactly	  are	  you	  going	  to	  approach	  the	  work.	  This	  focuses	  your	  energy.	  High-­‐quality	  results	  will	  follow	  naturally	  from	  this	  focused	  work.	  	  	  Creativity	  is	  essential	  to	  the	  way	  we	  live	  and	  work	  today,	  and	  in	  many	  senses	  always	  has	  been.	  Human	  creativity	  is	  multifaceted	  and	  multidimensional.	  It	  is	  not	  something	  that	  can	  be	  kept	  in	  a	  box	  and	  trotted	  out	  when	  one	  arrives	  at	  the	  office.	  Creativity	  involves	  distinct	  kinds	  of	  thinking	  and	  habits	  that	  must	  be	  cultivated	  both	  in	  the	  individual	  and	  in	  the	  surrounding	  society.	  Thus,	  the	  creative	  ethos	  pervades	  everything	  from	  our	  workplace	  culture	  to	  our	  values	  and	  communities,	  reshaping	  the	  way	  we	  see	  ourselves	  as	  economic	  and	  social	  actors—our	  very	  identities.	  Furthermore	  creativity	  requires	  a	  supportive	  environment	  that	  provides	  a	  broad	  array	  of	  social	  and	  cultural	  as	  well	  as	  economic	  stimuli.	  Creativity	  involves	  the	  ability	  to	  synthesize.	  Creativity	  requires	  self-­‐assurance	  and	  the	  ability	  to	  take	  risks.	  Creativity	  flourishes	  best	  in	  a	  unique	  kind	  of	  social	  environment:	  one	  that	  is	  stable	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enough	  to	  allow	  continuity	  of	  effort,	  yet	  diverse	  and	  broad-­‐minded	  enough	  to	  nourish	  creativity	  in	  all	  its	  subversive	  forms.	  (Florida	  2010)	  	  Stanford	  professor	  Robert	  I.	  Sutton	  (2001)	  wrote	  a	  book	  on	  how	  to	  manage	  for	  maximum	  creativity	  called	  Weird	  Ideas	  That	  Work.	  After	  studying	  some	  of	  the	  most	  innovative	  people	  and	  companies,	  Sutton	  discovered	  that	  the	  best	  way	  to	  manage	  creativity	  is	  to	  simply	  take	  every	  tried-­‐and-­‐true	  management	  trope	  and	  do	  the	  opposite.	  	  	  “	  Something	  happens	  in	  these	  groups	  that	  doesn’t	  happen	  in	  ordinary	  ones,	  even	  very	  good	  ones.	  Some	  alchemy	  takes	  place	  that	  results,	  not	  only	  in	  a	  computer	  revolution	  or	  a	  new	  art	  form,	  but	  in	  a	  qualitative	  change	  in	  the	  participants.	  	  If	  only	  for	  the	  duration	  of	  the	  project,	  people	  in	  Great	  Groups	  seem	  to	  become	  better	  than	  themselves.	  They	  are	  able	  to	  see	  more,	  achieve	  more,	  and	  have	  a	  far	  better	  time	  doing	  it	  than	  they	  can	  working	  alone.”	  (Bennis	  196)	  	  
E.	  Working	  With	  Artists	  “Many	  Great	  Groups	  have	  a	  dual	  administration.	  They	  have	  a	  visionary	  leader,	  and	  they	  have	  someone	  who	  protects	  them	  from	  the	  outside	  world,	  the	  “suits”.	   	  (Bennis	  22)	  	  “There	  are	  two	  types	  of	  schedules,	  which	  I’ll	  call	  the	  manager’s	  schedule	  and	  the	  maker’s	  schedule.	  The	  manager’s	  schedule	  is	  for	  bosses.	  It’s	  embodied	  in	  the	  
Shapiro	   22	  
traditional	  appointment	  book,	  with	  each	  day	  cut	  into	  one-­‐hour	  intervals.	  You	  can	  block	  off	  several	  hours	  for	  a	  single	  task	  if	  you	  need	  to,	  but	  by	  default	  you	  can	  change	  what	  you’re	  doing	  every	  hour.	  When	  you	  use	  time	  that	  way,	  it’s	  merely	  a	  practical	  problem	  to	  meet	  with	  someone.	  Find	  an	  open	  slot	  in	  your	  schedule,	  book	  them,	  and	  you’re	  done.	  Most	  powerful	  people	  are	  on	  the	  manager’s	  schedule.	  It’s	  the	  schedule	  of	  command.	  Makers	  generally	  prefer	  to	  use	  time	  in	  units	  of	  half	  a	  day	  at	  least.	  You	  can’t	  write	  or	  program	  well	  (for	  example)	  in	  units	  of	  an	  hour.	  That’s	  barely	  enough	  time	  to	  get	  started.	  When	  you’re	  operating	  on	  a	  maker’s	  schedule,	  meetings	  are	  a	  disaster.	  A	  single	  meeting	  can	  blow	  a	  whole	  afternoon,	  by	  breaking	  it	  into	  two	  pieces,	  each	  too	  small	  to	  do	  anything	  hard	  in.	  Plus	  you	  have	  to	  remember	  to	  go	  to	  the	  meeting.	  That’s	  no	  problem	  for	  someone	  on	  the	  manager’s	  schedule.	  For	  someone	  on	  the	  maker’s	  schedule,	  having	  a	  meeting	  is	  like	  throwing	  an	  exception.	  It	  doesn’t	  merely	  cause	  you	  to	  switch	  from	  one	  task	  to	  another;	  it	  changes	  the	  mode	  in	  which	  you	  work.”	  (Graham	  2009)	  	  “As	  we	  measure	  the	  value	  of	  meetings,	  we	  must	  realize	  just	  how	  costly	  it	  is	  to	  interrupt	  the	  workflow	  of	  each	  team	  member,	  literally	  stop	  all	  progress,	  and	  consume	  all	  brainpower	  with	  one	  topic.	  Clearly	  meetings	  must	  be	  planned	  sparingly.	  But	  most	  teams	  plan	  meetings	  as	  liberally	  as	  they	  buy	  coffee.”	  (Behance	  Team	  2011)	  	  
F.	  Defining	  Meetings	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Smith,	  Bucklin	  &	  Associates,	  Inc.	  define	  meetings	  as	  “a	  tool	  for	  sharing	  information,	  generating	  ideas,	  hearing	  a	  presentation,	  planning	  for	  the	  future,	  and	  getting	  together	  with	  colleagues.	  The	  substance	  of	  a	  meeting	  must	  reflect	  your	  organization’s	  goals	  and	  objectives,	  as	  well	  as	  address	  current	  concerns	  and	  challenges.”	  (145)	  	  Meetings	  are	  a	  puzzling	  paradox.	  On	  one	  hand,	  they	  are	  critical.	  Meetings	  are	  the	  activity	  at	  the	  center	  of	  every	  organization.	  On	  the	  other	  hand,	  they	  are	  painful.	  Frustratingly	  long	  and	  seemingly	  pointless.	  We	  have	  to	  stop	  focusing	  on	  agendas	  and	  minutes	  and	  rules,	  	  and	  accept	  the	  fact	  that	  bad	  meetings	  start	  with	  the	  attitudes	  and	  approaches	  of	  the	  people	  who	  lead	  and	  take	  part	  in	  them.	  A	  good	  meeting	  is	  “dynamic,	  passionate,	  and	  focused	  engagement.	  Something	  productive,	  compelling,	  and	  even	  energizing.”	  (Lencioni,	  2004)	  	  	  “Ask	  anybody	  in	  the	  workplace	  for	  a	  list	  of	  the	  five	  things	  they	  hate	  most	  about	  their	  job,	  and	  meetings	  will	  undoubtedly	  top	  the	  list.	  But	  what	  is	  it	  about	  gathering	  a	  group	  of	  employees	  that	  sends	  otherwise	  well-­‐oiled	  machines	  into	  epic	  failure	  mode?	  I	  would	  argue	  that	  it’s	  not	  the	  act	  of	  the	  meeting	  itself	  that	  presents	  a	  problem,	  but	  rather,	  a	  lack	  of	  two	  crucial	  things:	  a	  goal,	  and	  quality	  assurance.	  Too	  often,	  meetings	  become	  free-­‐for-­‐alls	  in	  which	  any	  and	  all	  topics	  are	  open	  to	  discussion,	  limited	  only	  by	  time	  and	  stamina.”	  (Ancell	  2011)	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“If	  they	  are	  done	  right,	  staff	  meetings	  can	  become	  the	  perfect	  vehicle	  for	  constant	  communication	  with	  and	  among	  your	  staff	  members	  and	  can	  give	  you	  the	  opportunity	  to	  recognize	  their	  efforts	  in	  front	  of	  others…….all	  staff	  members	  hear	  what	  their	  peers	  are	  doing,	  which	  tends	  to	  develop	  greater	  appreciation	  for	  the	  contribution	  of	  others.”	  (Falcone	  1)	  	  	  “For	  those	  organizations	  that	  can	  make	  the	  leap	  from	  painful	  meetings	  to	  productive	  ones,	  the	  rewards	  are	  enormous.	  Higher	  morale,	  faster	  and	  better	  decisions,	  and	  inevitably,	  greater	  results.”	  (Lencioni	  222)	  	  “Ideally,	  meetings	  lead	  to	  realizations	  that	  result	  as	  action	  steps	  assigned	  to	  individuals	  with	  deadlines.	  Realistically,	  most	  meetings	  are	  fruitless.	  “(Behance	  Team	  2011)	  	  “With	  the	  pressures	  on	  association	  staff	  to	  do	  more	  with	  less,	  we	  really	  cannot	  afford	  to	  spend	  as	  many	  as	  two	  hours	  per	  week	  wasting	  time.	  We	  need	  solutions	  that	  allow	  staff	  to	  communicate	  and	  act	  strategically,	  without	  boring	  them	  to	  tears.”	  (Notter	  1)	  	  In	  Ricardo	  Semler’s	  management	  memoir,	  Maverick:	  The	  Success	  Story	  Behind	  the	  
World’s	  Most	  Unusual	  Workplace,	  he	  discusses	  his	  first	  notice	  of	  positive	  change	  in	  the	  weekly	  meetings	  at	  his	  company:	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The	  weekly	  meetings,	  which	  started	  that	  first	  day,	  quickly	  changed	  the	  plant's	  culture.	  Instead	  of	  waging	  guerilla	  wars	  with	  the	  boss	  for	  a	  raise	  or	  a	  new	  assistant	  or	  the	  freedom	  to	  make	  a	  decision,	  managers	  now	  marshaled	  their	  arguments	  and	  presented	  them	  to	  their	  colleagues.	  The	  agendas	  for	  these	  sessions	  were	  lengthy	  at	  first,	  but	  over	  time	  they	  shrank	  as	  everyone	  began	  to	  make	  more	  decisions	  themselves.	  People	  only	  brought	  up	  issues	  they	  were	  genuinely	  unsure	  about.	  Even	  then,	  the	  group	  would	  often	  just	  throw	  the	  problem	  back	  in	  the	  person's	  lap.	  (82-­‐83)	  	  In	  Bennis’	  Great	  Groups,	  he	  describes	  Robert	  Taylor,	  founder	  of	  PARC,	  a	  well-­‐known	  computer	  science	  laboratory,	  as	  an	  unusually	  capable	  and	  respectful	  leader,	  with	  communication	  as	  his	  key	  tactic.	  The	  principal	  mechanism	  for	  this	  was	  the	  weekly	  meeting.	  These	  so-­‐called	  dealer	  meetings	  were	  modeled	  on	  the	  annual	  conferences	  that	  Taylor	  had	  started	  at	  the	  Advanced	  Research	  Projects	  Agency	  (ARPA),	  at	  which	  computer	  scientists	  with	  ARPA	  grants	  gathered	  to	  share	  their	  current	  research	  and	  submit	  it	  to	  the	  scrutiny	  of	  their	  peers.	  At	  these	  meetings	  a	  collective	  vision	  of	  the	  future	  of	  computing,	  including	  interactivity,	  began	  to	  emerge.	  Taylor	  knew	  better	  than	  to	  burden	  his	  gifted	  team	  with	  arbitrary	  rules.	  If	  some	  were	  arrogant,	  so	  be	  it.	  But	  the	  weekly	  meeting	  was	  mandatory.	  “Each	  week,	  participants	  grabbed	  a	  bean	  bag	  chair	  from	  the	  pile	  as	  they	  came	  into	  the	  meeting.	  At	  these	  often	  heated	  sessions,	  every	  member	  of	  the	  group	  was	  exposed	  to	  the	  ideas	  and	  fragmentary	  accomplishments	  of	  the	  others.	  Those	  “bits	  and	  pieces”	  were	  what	  everyone	  might	  have	  to	  build	  on	  in	  his	  or	  her	  own	  research.	  Thus	  the	  weekly	  meeting	  served	  as	  a	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simple	  but	  remarkably	  efficient	  structure	  for	  exposing	  everyone	  to	  information	  that	  might	  prove	  key	  somewhere	  down	  the	  line.	  The	  weekly	  meeting	  allowed	  information	  to	  be	  share	  without	  resorting	  to	  time-­‐consuming	  reports	  and	  memos.	  It	  also	  allowed	  tensions	  and	  disagreements	  to	  surface	  and	  be	  wrangled	  out	  on	  the	  spot.	  The	  meetings	  were	  a	  reflection	  of	  Taylor’s	  understanding	  of	  the	  dynamics	  of	  extraordinary	  groups.”	  (71-­‐72)	  	   	  “For	  senior	  management:	  daily	  10-­‐minute	  morning	  meetings,	  standing	  up	  (an	  incentive	  to	  keep	  it	  under	  10	  minutes)	  –	  a	  basic	  information	  exchange.	  The	  agenda	  for	  the	  weekly	  staff	  meeting	  is	  developed	  in	  the	  room,	  based	  on	  information	  that	  everyone	  brings	  to	  the	  table	  during	  a	  “lightning	  round”	  where	  they	  share	  immediately	  important	  tactical	  issues.	  Strategic	  issues	  are	  intentionally	  kept	  out.	  A	  “monthly	  strategic”	  is	  a	  monthly	  meeting	  to	  tackle	  big-­‐picture	  issues.	  One	  or	  two	  topics	  most,	  maybe	  three	  if	  you	  set	  aside	  enough	  time.	  The	  key	  is	  to	  pick	  the	  right	  ones,	  and	  really	  get	  your	  hands	  around	  them.	  Agendas	  are	  critical	  for	  these	  meetings	  because	  you	  might	  need	  to	  prepare	  for	  them	  by	  doing	  a	  little	  research.	  And	  you	  want	  people	  thinking	  about	  the	  topic	  ahead	  of	  time.	  That	  will	  make	  the	  quality	  of	  the	  debate	  much	  higher,	  and	  reduce	  the	  anecdotal	  nature	  of	  so	  many	  meetings.	  The	  best	  place	  to	  find	  the	  topics	  is	  the	  “weekly	  tacticals”.	  When	  someone	  raises	  an	  issue	  that	  is	  too	  big	  and	  hairy	  you’ll	  just	  parking-­‐lot	  it	  on	  a	  list	  for	  the	  next	  monthly	  meeting.	  The	  “quarterly	  off-­‐site	  review”	  is	  a	  critical	  chance	  to	  step	  back	  from	  the	  daily,	  weekly,	  monthly	  grind,	  and	  review	  things	  from	  a	  distance.	  Items	  such	  as:	  strategy,	  the	  competitive	  landscape,	  morale,	  the	  dynamics	  of	  the	  executive	  team.	  Top	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performers,	  bottom	  performers,	  customer	  satisfactions.	  Pretty	  much	  everything	  that	  has	  a	  long-­‐term	  impact	  on	  the	  success	  of	  the	  company.	  Stuff	  you	  just	  can’t	  cover	  in	  a	  weekly	  or	  monthly	  meeting.”	  (Lencioni,	  2004)	  	  Falcone	  (2001)	  offers	  the	  following	  guiding	  questions	  for	  the	  manager	  running	  the	  staff	  meeting:	  	  
• What	  have	  you	  accomplished	  in	  the	  past	  week	  and	  what	  have	  been	  your	  challenges?	  
• What	  do	  we	  need	  to	  do	  differently	  to	  reinvent	  the	  workflow	  in	  our	  area?	  
• What	  could	  we	  have	  done	  differently?	  
• What	  can	  I	  do	  differently	  to	  give	  you	  all	  more	  structure,	  direction	  and	  feedback,	  and	  help	  act	  as	  a	  career	  mentor	  and	  coach?	  	  “Meerkat	  Media’s	  three-­‐meeting	  system:	  1)	  monthly	  nuts	  &	  bolts	  meeting	  “a	  smaller	  group	  of	  Meerkats	  who	  love	  doing	  what	  others	  think	  is	  boring	  check-­‐in	  to	  discuss	  the	  collective’s	  administrative	  tasks.	  2)	  the	  monthly	  sandbox	  is	  like	  calisthenics	  for	  artists.	  During	  these	  meetings,	  Meerkats	  share	  skills	  and	  practice	  their	  craft	  through	  games,	  super-­‐short	  filmmaking,	  critique	  of	  works-­‐in-­‐progress,	  and	  planting	  seeds	  for	  new	  projects.	  three)	  Monthly	  Media	  Mixers	  are	  Meerkat’s	  time	  to	  let	  loose,	  brainstorm,	  meet	  new	  artists,	  and	  view	  screenings	  of	  Meerkat	  work.	  During	  the	  mixers,	  a	  networking	  “shareboard”	  is	  posted	  to	  allow	  people	  to	  showcase	  their	  resources	  and	  skills	  in	  the	  hopes	  of	  further	  collaboration.”	  (Pinkas	  2011)	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“Instead	  of	  viewing	  your	  staff	  meetings	  as	  a	  necessary	  evil,	  imagine	  what	  it	  would	  be	  like	  to	  view	  them	  as	  professional	  development	  opportunities?	  It	  requires	  an	  intentional	  move	  beyond	  the	  conventional	  wisdom	  about	  staff	  meetings,	  but	  the	  effort	  required	  to	  make	  the	  change	  can	  payoff	  in	  terms	  of	  organizational	  results.”	  (Notter	  3)	  	  “To	  ensure	  that	  the	  meeting	  doesn’t	  turn	  into	  a	  gripe	  session,	  help	  your	  employees	  focus	  on	  what	  can	  be	  done	  with	  existing	  resources.	  Encourage	  people	  to	  look	  at	  your	  existing	  way	  of	  doing	  business	  and	  to	  redefine	  the	  critical	  points	  where	  inefficiencies,	  delays,	  or	  outright	  breakdowns	  occur.	  Define	  a	  bite-­‐sized	  plan	  of	  action	  that	  can	  be	  easily	  implemented	  and	  measured	  that	  week,	  and	  ask	  for	  a	  volunteer	  to	  spearhead	  the	  new	  activity.	  That’s	  empowerment—the	  freedom	  to	  suggest	  a	  better	  way	  of	  doing	  things	  and	  the	  authority	  to	  put	  your	  personal	  imprint	  on	  the	  revisions.”	  (Falcone	  1)	  	  Organizations	  that	  avoid	  conflict	  actually	  make	  it	  harder	  to	  get	  things	  done.	  (Lencioni,	  2004)	  “If	  employees	  skirt	  issues	  at	  the	  staff	  meetings	  in	  order	  to	  avoid	  conflict,	  those	  important	  issues	  end	  up	  in	  the	  hallways,	  at	  the	  water	  cooler,	  and	  behind	  closed	  doors,	  where	  it	  might	  feel	  safer,	  but	  ultimately	  it	  takes	  much	  more	  time	  to	  reach	  a	  conclusion	  and	  move	  to	  action.”	  (Notter	  1)	  	  “Beware	  of	  “posting	  meetings.”	  A	  meeting	  to	  share	  updates	  should	  actually	  be	  a	  voice	  mail	  or	  an	  email.	  Rule	  of	  thumb:	  if	  you	  leave	  a	  meeting	  without	  action	  steps,	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then	  the	  question	  the	  value	  of	  the	  meeting	  (especially	  if	  its	  recurring).	  Abolish	  Monday	  meetings.	  Gathering	  people	  for	  no	  reason	  other	  than	  “it’s	  Monday!”	  makes	  little-­‐to-­‐no	  sense,	  especially	  when	  trying	  to	  filter	  through	  the	  bloated,	  post-­‐weekend	  inbox.”	  (Belsky	  2011)	  	  
III.	   Methodology	  It	  has	  been	  claimed	  that	  the	  narrative	  is	  the	  main	  mode	  of	  human	  knowledge.	  (J.	  Bruner,	  1986,	  1990)	  and	  the	  main	  mode	  of	  communication	  (Fisher,	  1984,	  1987).	  “Narratives	  exhibit	  an	  explanation	  instead	  of	  demonstrating	  it.”	  (Polkinghorned,	  1987)	  	  For	  this	  study,	  I	  looked	  at	  narrative	  research	  and	  organizational	  narratives	  as	  a	  methodology.	  Though	  the	  core	  structure	  of	  narrative	  research	  is	  to	  spend	  intensive	  periods	  of	  time	  with	  a	  single	  organization,	  I	  used	  this	  method	  on	  a	  very	  small	  scale,	  combined	  with	  a	  bit	  of	  qualitative	  data	  through	  surveying	  the	  Managing	  Directors.	  My	  research	  analysis	  involved	  a	  comparison	  of	  narrative	  observational	  research	  across	  three	  organizations,	  and	  comparing	  the	  observational	  research	  of	  each	  organization	  with	  the	  surveys	  completed	  by	  the	  Managing	  Director	  of	  each.	  	  	  
A.	   Limitations	  	  	  I	  looked	  at	  three	  organizations	  and	  one	  staff	  meeting	  at	  each	  one.	  I	  picked	  the	  meeting	  date	  based	  on	  a	  mutually	  convenient	  time,	  not	  content.	  All	  three	  organizations	  were	  theater	  companies.	  I	  knew	  I	  planned	  to	  stay	  within	  small	  groups	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in	  Philadelphia	  that	  made	  original	  work,	  and	  so	  that	  easily	  translated	  into	  performing	  arts	  organizations.	  The	  three	  organizations	  that	  participated	  in	  this	  study	  were	  the	  only	  three	  that	  both	  responded	  to	  my	  request	  AND	  had	  staff	  meetings	  period.	  	  Another	  major	  limitation	  of	  this	  research	  is	  the	  extent	  to	  which	  I	  cover	  being	  an	  artist	  and	  organizational	  theory.	  Both	  of	  those	  topics	  alone	  could	  be	  separate	  studies,	  but	  I	  had	  trouble	  resisting	  the	  urge	  to	  touch	  on	  them	  here.	  	  A	  limitation	  with	  narrative	  research	  in	  general,	  is	  that	  you	  must	  assume	  that	  the	  actions	  and	  behavior	  you	  are	  observing	  are	  identical	  to	  those	  that	  might	  occur	  without	  your	  presence	  in	  the	  room.	  	  	  
IV.	  	   Qualitative	  Data	  –	  Managing	  Director	  Surveys	  I	  surveyed	  the	  Managing	  Director	  of	  each	  organization	  about	  their	  staff	  meetings	  through	  a	  written	  questionnaire.	  The	  survey	  questions	  were	  organized	  according	  to	  the	  following	  categories:	  meeting	  format;	  content	  of	  meeting;	  perceived	  utility,	  value,	  and	  meaning	  of	  the	  meeting;	  and	  the	  big	  picture.	  Most	  questions	  were	  open-­‐ended,	  inviting	  the	  respondents	  to	  discuss	  meetings	  in	  their	  own	  words,	  with	  the	  exception	  of	  three	  questions,	  which	  required	  numerical	  answers.	  	  In	  the	  format	  section	  of	  the	  survey,	  managers	  were	  asked	  about	  their	  meeting	  agendas,	  the	  length	  and	  frequency	  of	  meetings,	  meeting	  rules,	  time	  spent	  together	  in	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meetings	  compared	  to	  total	  time	  the	  staff	  spends	  working	  together,	  meeting	  follow-­‐up,	  and	  the	  format	  of	  the	  interaction	  taking	  place	  during	  the	  meetings.	  	  
	  The	  content	  section	  of	  the	  survey	  asked	  the	  managers	  to	  rank	  the	  following	  meeting	  topics	  in	  order	  of	  the	  priority	  (from	  1-­‐	  10)	  that	  best	  reflects	  what	  typically	  happens	  in	  their	  meetings:	  	  
• Implementation	  of	  existing	  artistic	  programs	  
• Research	  and	  development	  for	  new	  artistic	  programs	  
• Overall	  operating	  budget	  
• Program	  budgets	  
• Program	  assessment	  
• Team/morale	  building	  
• Other	  human	  resource	  and	  staffing	  issues	  
• Review	  of	  organizational	  mission	  and	  values	  
• Fundraising	  
• Long-­‐term	  organizational	  planning	  	  The	  perceived,	  utility,	  value,	  and	  meaning	  section	  asked	  managers	  about	  the	  impact	  of	  the	  staff	  meeting	  on	  the	  integral	  work	  of	  the	  organization,	  how	  much	  of	  this	  work	  could	  be	  accomplished	  without	  regular	  meetings,	  if	  the	  staff	  and	  the	  managers	  look	  forward	  to	  the	  meetings,	  how	  much	  a	  meeting	  costs	  (dollar	  amount),	  and	  how	  that	  figure	  relates	  to	  the	  overall	  operating	  budget.	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  Finally,	  to	  contextualize	  the	  above	  data	  within	  a	  framework,	  each	  respondent	  was	  asked	  to	  describe	  their	  managerial	  philosophy	  and	  organizational	  structure.	  	  
A.	   Analysis	  of	  Results	  Overall,	  the	  survey	  results	  proved	  that	  weekly	  meetings	  are	  truly	  an	  extension	  of	  the	  managerial	  philosophy	  of	  each	  organization,	  and	  can	  serve	  distinctly	  different	  purposes	  depending	  on	  the	  organizational	  structure	  and	  internal	  leadership	  style.	  
	  FORMAT	  Of	  the	  three	  organizations	  surveyed,	  2	  out	  of	  three	  use	  agendas	  to	  run	  their	  meetings.	  The	  organization	  that	  does	  not	  use	  agendas	  instead	  asks	  each	  staff	  person	  to	  discuss	  their	  focus	  for	  the	  week,	  and	  share	  any	  updates	  they	  have	  about	  their	  progress.	  Each	  organization	  meets	  once	  a	  week,	  and	  length	  of	  meetings	  range	  from	  1	  –	  2	  hours.	  	  	  Accepted	  meeting	  ground	  rules	  vary	  among	  organizations.	  Organization	  A’s	  rules	  are	  stated	  as	  “be	  kind,	  generous,	  and	  respectful	  to	  one	  another,”	  while	  organization	  B’s	  are	  	  “the	  phone	  is	  allowed	  to	  ring	  unanswered	  during	  meetings	  as	  to	  not	  interrupt	  the	  flow,”	  and	  organization	  C	  claims	  not	  to	  have	  specific	  rules,	  describing	  the	  accepted	  structure	  to	  be	  “a	  general	  forum,	  where	  rules	  emerge	  as	  needed.”	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Regarding	  collective	  time	  spent	  on	  a	  staff	  meeting	  relative	  to	  total	  collective	  time	  the	  staff	  spends	  working	  together,	  all	  three	  organizations	  provided	  similar	  responses	  on	  their	  surveys.	  Across	  organizations,	  weekly	  staff	  meetings	  are	  likely	  the	  only	  time	  that	  the	  entire	  staff	  is	  in	  the	  office	  working	  together.	  	  The	  nature	  of	  and	  need	  for	  staff	  meeting	  follow-­‐up	  varies	  across	  organizations.	  Organization	  A	  only	  follows-­‐up	  after	  a	  meeting	  if	  a	  particular	  issue	  from	  the	  meeting	  requires	  a	  “meeting	  between	  meetings.”	  Organization	  B’s	  staff	  meetings	  leave	  everyone	  with	  a	  new	  to-­‐do	  list,	  to	  be	  implemented	  independently,	  and	  communicated	  about	  via	  email	  throughout	  the	  week,	  and	  Organization	  C	  follows-­‐up	  from	  one	  staff	  meeting	  during	  the	  following	  staff	  meeting.	  	  When	  asked	  to	  breakdown	  by	  percentage	  the	  different	  formats	  used	  for	  interaction	  during	  a	  regular	  staff	  meeting,	  each	  organization	  provided	  divergent	  answers:	  	  In	  organization	  A,	  the	  dominant	  type	  of	  interaction	  taking	  place	  during	  a	  staff	  meeting	  is	  reporting	  (40%),	  which	  is	  reflected	  below	  in	  the	  “other”	  category.	  They	  don’t	  spend	  any	  time	  venting/nurturing/supporting	  one	  another.	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  Organization	  B’s	  dominant	  form	  of	  interaction	  during	  regular	  meetings	  is	  training/educating/presenting	  information	  and	  ideas,	  which	  the	  Managing	  Director	  reports	  takes	  up	  an	  estimated	  65%	  of	  the	  meeting.	  Like	  organization	  A,	  organization	  B	  also	  spends	  little	  time	  (5	  %)	  venting/nurturing/supporting	  one	  another	  during	  a	  staff	  meeting.	  
5%	   5%	  
15%	  
35%	  
Organization	  A	  
Training/educating/presenting	  information	  and	  ideas	  
casual	  conversation	  
debating	  
brainstorming	  
other	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  The	  reported	  forms	  of	  interaction	  used	  in	  Organization	  C’s	  meetings	  were	  more	  diverse	  overall,	  according	  to	  the	  Managing	  Director	  who	  reports	  that	  discussing	  action	  steps	  reflected	  on	  the	  below	  chart	  as	  “other”	  takes	  up	  25%	  of	  a	  meeting,	  training/educating/presenting	  ideas	  and	  information	  takes	  another	  20%,	  and	  brainstorming	  an	  additional	  20%.	  Organization	  C	  also	  admitted	  to	  spending	  more	  time	  than	  the	  other	  organizations	  on	  venting/nurturing/supporting	  (11%).	  
65%	  10%	  
10%	  
10%	   5%	  
Organization	  B	  Training/educating/presenting	  information	  and	  ideas	  casual	  conversation	  
debating	  
brainstorming	  
venting/nurturing/supporting	  
other	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  CONTENT	  All	  three	  organizations	  reported	  that	  implementation	  of	  existing	  artistic	  programs	  are	  top	  priority	  for	  discussion	  at	  staff	  meetings.	  Tied	  for	  the	  2nd	  priority	  spot	  were	  the	  overall	  operating	  budget	  (organization	  A),	  fundraising	  (organizations	  B	  &	  C),	  and	  program	  assessment	  (organization	  C).	  Ranked	  into	  3rd	  place	  were	  the	  topics	  of	  research	  and	  development	  for	  new	  artistic	  programs	  (organizations	  A	  &	  B),	  and	  other	  human	  resources	  and	  staffing	  issues.	  In	  4th	  place	  came	  fundraising	  (organization	  A),	  program	  assessment	  (organization	  B),	  and	  a	  tie	  between	  ‘research	  
21%	  
5%	  
11%	  
5%	  21%	  
11%	  
Organization	  C	  
Training/educating/presenting	  information	  and	  ideas	  casual	  conversation	  
debating	  
voting	  
brainstorming	  
venting/nurturing/supporting	  
other	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and	  development	  for	  new	  artistic	  programs’	  and	  	  ‘program	  budgets’	  for	  organization	  C.	  	  	  Skipping	  down	  to	  lowest	  priority,	  ‘other	  human	  resources	  and	  staffing	  issues’	  was	  selected	  by	  organization	  A,	  ‘long-­‐term	  organizational	  planning’	  was	  selected	  by	  organization	  B,	  and	  organization	  C	  selected	  both	  ‘team/morale	  building’	  and	  ‘review	  of	  organizational	  mission	  and	  values’	  as	  equally	  being	  the	  lowest	  priority	  agenda	  items.	   PERCEIVED	  UTILITY,	  VALUE,	  AND	  MEANING	  All	  three	  organizations	  reported	  to	  perceive	  the	  work	  accomplished	  at	  staff	  meetings	  to	  influence	  the	  integral	  work	  of	  the	  organization.	  Organization	  A	  feels	  that	  although	  the	  integral	  work	  of	  the	  organization	  is	  not	  what’s	  accomplished	  at	  the	  weekly	  meetings,	  it’s	  a	  level	  of	  work	  that	  supports	  the	  integral	  organizational	  work,	  and	  is	  necessary	  because	  it	  prevents	  communication	  breakdowns.	  Organization	  B	  described	  this	  work	  as	  the	  time	  when	  important	  decisions	  are	  made	  and	  action	  steps	  determined.	  Organization	  C	  says	  the	  work	  accomplished	  at	  staff	  meetings	  influences	  the	  integral	  work	  of	  the	  organization	  a	  great	  deal.	  	  It	  helps	  them	  to	  reassess	  and	  reorganize.	  	  When	  asked	  if	  the	  staff	  look	  forward	  to	  regular	  meetings,	  the	  Managing	  Directors	  of	  each	  organization	  reported	  that	  some	  do,	  but	  most	  value	  them	  only	  when	  they	  are	  efficient	  and	  don’t	  take	  too	  much	  time	  away	  from	  other	  work.	  Organization	  B	  pointed	  out	  that	  the	  staff	  enjoy	  getting	  to	  interact	  with	  the	  Co-­‐Artistic	  Directors	  in	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this	  casual	  setting,	  because	  it	  can	  sometimes	  be	  their	  only	  chance	  throughout	  the	  week.	  Organization	  B’s	  Managing	  Director	  also	  pointed	  out	  that,	  while	  his	  staff	  may	  look	  forward	  to	  regular	  meetings,	  they	  are	  a	  pressure	  point	  for	  him	  in	  his	  week,	  since	  it’s	  his	  responsibility	  to	  keep	  them	  moving.	  He	  writes	  “I’m	  fine-­‐tuning	  the	  balance	  between	  business-­‐at-­‐hand,	  personal	  check-­‐ins,	  and	  sometimes,	  goofing-­‐off.”	  	  Regarding	  cost	  of	  staff	  meetings,	  each	  organization	  calculated	  similarly	  that	  one	  staff	  meeting	  amounts	  to	  an	  average	  of	  1%	  of	  their	  total	  annual	  operating	  expenses.	  	  	   BIG	  PICTURE	  Each	  organization	  reported	  a	  slightly	  different	  managerial	  philosophy.	  Organization	  A	  described	  hers	  as	  “laid	  back	  with	  a	  strict	  commitment	  to	  excellence	  and	  customer	  service.”	  Organization	  B	  described	  his	  as	  “working	  groups	  associated	  with	  each	  area	  of	  operations,	  loosely	  overseen	  by	  a	  different	  Co-­‐Artistic	  Director,”	  and	  Organization	  C	  reported	  his	  philosophy	  using	  the	  common	  motto	  “all	  for	  one	  and	  one	  for	  all.”	  
	  
	  
V. Observational	  Data	  –	  Narrative	  Notes	  from	  Staff	  Meetings	  The	  Managing	  Directors	  were	  asked	  to	  complete	  their	  surveys	  prior	  to	  the	  staff	  meetings	  I	  was	  going	  to	  observe,	  so	  that	  their	  responses	  would	  provide	  me	  with	  some	  context	  for	  taking	  notes	  throughout	  the	  meeting.	  I	  looked	  to	  see	  how	  their	  responses	  compared	  to	  what	  actually	  happened,	  and	  also	  for	  additional	  information	  about	  their	  meetings	  and	  organizational	  culture	  that	  they	  either	  might	  not	  see	  
Shapiro	   39	  
themselves,	  or	  that	  has	  become	  so	  ingrained	  that	  it	  doesn’t	  seem	  interesting	  to	  them.	  	  For	  each	  staff	  meeting,	  I	  sat	  with	  the	  group,	  taking	  notes	  on	  my	  laptop	  throughout,	  observing	  only,	  and	  not	  participating.	  I	  viewed	  the	  meeting	  through	  the	  lens	  of	  organizational	  dynamics,	  not	  assigning	  value	  to	  the	  specific	  issues	  discussed	  beyond	  placing	  them	  into	  categories	  of	  content.	  It	  is	  hard	  to	  know	  whether	  or	  not	  my	  presence	  influenced	  what	  I	  witnessed,	  but	  for	  the	  sake	  of	  this	  study	  I	  am	  going	  to	  assume	  I	  had	  little	  to	  no	  influence	  on	  the	  dynamic	  of	  the	  meetings	  in	  which	  I	  observed.	  	  	  Upon	  observing	  one	  staff	  meeting	  of	  each	  organization,	  I	  was	  left	  with	  three	  sets	  of	  narrative	  notes.	  In	  order	  for	  this	  type	  of	  data	  to	  help	  lead	  me	  to	  conclusions,	  I	  extracted	  information	  from	  the	  narratives	  and	  charted	  any	  components	  that	  seemed	  important	  in	  some	  way.	  I	  organized	  information	  using	  three	  categories:	  basics,	  themes,	  and	  early	  conclusions.	  Under	  basics	  I	  looked	  at	  the	  following	  items	  side	  by	  side:	  budget	  size;	  number	  of	  staff	  present	  at	  the	  meeting;	  meeting	  chair;	  agenda;	  length	  of	  meeting;	  purpose	  of	  meeting	  in	  one	  word	  (as	  observed	  by	  me);	  vibe	  of	  meeting	  space	  in	  one	  word	  (as	  observed	  by	  me);	  and	  signs	  of	  the	  inherent	  work	  culture.	  	  	  After	  reviewing	  my	  notes	  I	  developed	  the	  following	  list	  of	  themes	  that	  reflect	  the	  categories	  of	  content	  discussed	  across	  meetings:	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• General	  financial	  challenges	  
• Organizational	  identity	  
• Scheduling	  
• Grants	  and	  deadlines	  
• Discussion	  of	  recent	  performances	  seen	  in	  the	  field	  
• Technology	  &	  web	  issues	  
• Budgeting	  
• Current	  artistic	  projects/programs	  
• Fundraising	  events	  
• Board	  Members/Cultivating	  Relationships	  
• Marketing	  &	  Publicity	  
• Stress/being	  behind	  on	  projects	  
• Contracts	  
• Issues	  with	  performers	  
• Ticket	  sales	  	  While	  observing	  the	  meetings,	  some	  early	  conclusions	  emerged	  instantly	  and	  were	  included	  in	  my	  narratives.	  Early	  conclusions	  I	  noted	  were	  related	  to	  the	  following	  ideas:	  	  	  
• The	  role	  of	  the	  Development	  Director	  
• The	  role	  of	  the	  Managing	  Director	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• Autonomy	  of	  Staff	  
• What’s	  prioritized	  in	  the	  organization	  
• How	  decisions	  are	  made	  
• Perceived	  tensions	  between	  staff	  members	  
	  
A. Analysis	  of	  Results	   BASICS	  All	  three	  organizations	  have	  operating	  budgets	  under	  $100,000,000,	  with	  organization	  A	  being	  the	  largest	  at	  $800,000,	  organization	  B	  at	  $700,000,	  and	  organization	  C	  at	  $three75,000.	  Corresponding	  closely	  to	  budget	  size,	  organization	  A’s	  meeting	  was	  attended	  by	  8	  staff	  members,	  B	  was	  attended	  by	  9,	  and	  C	  was	  attended	  by	  5.	  The	  meetings	  of	  organizations	  B	  and	  C	  were	  run	  by	  their	  Managing	  Directors,	  while	  organization	  A’s	  meeting	  was	  run	  by	  the	  Artistic	  Director	  (despite	  the	  Managing	  Director	  having	  filled	  out	  the	  survey).	  Organization	  A	  was	  also	  the	  only	  group	  to	  run	  the	  meeting	  without	  an	  agenda	  first	  thing	  Monday	  morning,	  while	  B	  and	  C	  used	  agendas	  and	  held	  meetings	  at	  times	  in	  the	  middle	  of	  the	  week.	  Organization	  B	  ran	  the	  longest	  meeting,	  which	  lasted	  2	  hours,	  while	  A	  and	  C	  ran	  meetings	  lasting	  just	  1	  hour.	  To	  sum	  up	  the	  purpose	  of	  each	  meeting	  in	  one	  word,	  according	  to	  my	  observations,	  organization	  A’s	  meeting	  was	  a	  beginning	  of	  the	  week	  wind-­‐up,	  organization	  B’s	  meeting	  was	  an	  exchange	  on	  progress,	  and	  organization	  C’s	  meeting	  was	  a	  highly	  structured	  and	  focused	  discussion.	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Each	  organization	  provided	  a	  different	  atmosphere	  for	  the	  meeting	  space	  environment	  as	  well.	  Organization	  A’s	  space	  felt	  like	  a	  living	  room.	  Organization	  B	  was	  more	  of	  a	  spacious	  office,	  with	  the	  staff	  seated	  around	  a	  large	  conference	  table	  in	  the	  center	  of	  the	  room,	  and	  organization	  C	  took	  place	  in	  a	  single-­‐person	  office,	  with	  everyone	  sitting	  quite	  close	  together	  around	  the	  desk	  of	  the	  Producing	  Artistic	  Director.	  I	  noted	  a	  range	  of	  symbols	  and	  hints	  toward	  the	  work	  culture	  of	  each	  organization	  throughout	  their	  meetings:	  organization	  A	  had	  every	  staff	  member	  writing	  on	  matching	  yellow-­‐lined	  pads,	  without	  exception;	  in	  organization	  B’s	  meeting,	  half	  the	  staff	  typed	  on	  their	  laptops	  throughout	  the	  meeting,	  checking	  email,	  and	  multi-­‐tasking,	  while	  initiating	  jokes	  throughout;	  and	  in	  organization	  C’s	  meeting	  only	  one	  person	  spoke	  at	  a	  time	  in	  a	  neat	  and	  calmly-­‐paced	  fashion.	  	  THEMES	  Of	  the	  content	  themes	  I	  extracted	  from	  my	  notes,	  general	  financial	  challenges,	  organizational	  identity,	  and	  recent	  performance	  work	  seen	  in	  the	  field	  were	  discussed	  only	  in	  organization	  A’s	  staff	  meeting.	  In	  both	  organization	  A	  and	  B’s	  meetings	  individual	  staff	  shared	  their	  schedules	  for	  the	  week.	  This	  topic	  was	  not	  included	  in	  Organization	  C’s	  staff	  meeting,	  which	  was	  much	  more	  focused	  and	  efficient,	  generally	  speaking.	  	  The	  first	  topic	  to	  emerge	  as	  the	  one	  equally	  prioritized	  by	  all	  three	  organizations	  in	  their	  meetings	  was	  a	  discussion	  of	  grants.	  All	  three	  organizations	  were	  preparing	  to	  apply	  to	  the	  same	  set	  of	  funders	  and	  were	  asking	  the	  same	  questions:	  “what	  project	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do	  we	  want	  to	  put	  forth	  in	  this	  proposal?	  How	  have	  the	  guidelines	  changed?	  And	  when	  is	  the	  deadline?”	  	  In	  different	  contexts,	  technology	  and	  web	  issues	  were	  raised	  in	  the	  staff	  meetings	  of	  all	  three	  organizations.	  Across	  the	  three,	  this	  was	  not	  a	  high	  priority	  discussion,	  though	  it	  did	  make	  it	  into	  my	  narrative	  account	  of	  each	  meeting.	  	  	  Current	  artistic	  projects	  and	  programs	  were	  equally	  discussed	  in	  all	  three	  meetings.	  	  Organizations	  A	  and	  B	  talked	  about	  upcoming	  fundraising	  events;	  C	  did	  not.	  Only	  organization	  B	  discussed	  budgeting	  at	  their	  meeting.	  Other	  important	  topics	  in	  B’s	  meeting	  that	  didn’t	  come	  up	  in	  A	  or	  C	  include	  following	  up	  with	  board	  members	  and	  cultivating	  relationships.	  Marketing	  and	  publicity	  issues	  were	  raised	  in	  the	  meetings	  of	  B	  and	  C,	  but	  not	  A.	  	  Only	  in	  organization	  C	  did	  a	  staff	  member	  express	  stress	  and	  noted	  being	  behind	  on	  multiple	  projects	  because	  they	  are	  competing	  for	  her	  attention.	  	  Contracts	  were	  discussed	  by	  organizations	  B	  and	  C,	  but	  only	  C	  talked	  about	  performer	  issues.	  Selling	  tickets	  were	  discussed	  in	  A	  and	  C,	  but	  not	  B.	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EARLY	  CONCLUSIONS	  By	  the	  time	  I	  was	  sitting	  in	  on	  the	  third	  of	  three	  meetings,	  I	  realized	  some	  patterns	  about	  staff	  and	  roles.	  Though	  all	  three	  meetings	  were	  different	  with	  respect	  to	  agenda,	  purpose,	  and	  culture,	  something	  jumped	  out	  as	  glaringly	  consistent	  among	  the	  three	  organizations:	  the	  role	  of	  the	  Development	  Director.	  I	  concluded	  that	  of	  the	  roles	  found	  within	  all	  three	  organizations,	  the	  Development	  Director	  was	  the	  most	  generic	  and	  replaceable.	  Through	  participation	  in	  their	  respective	  staff	  meetings,	  each	  Development	  Director	  echoed	  the	  others’	  questions,	  concerns,	  and	  progress	  reports,	  almost	  identically.	  	  	  Adversely,	  the	  Managing	  Director’s	  role	  was	  unique	  in	  each	  organization.	  I	  observed	  that	  the	  individual	  had	  molded	  the	  position	  to	  their	  own	  strengths	  and	  priorities,	  with	  Organization	  A’s	  Manager	  focusing	  on	  strategic	  planning	  and	  a	  fundraising	  event,	  Organization	  B’s	  Manager	  focusing	  more	  on	  individual	  cultivation	  and	  daily	  operations	  oversight,	  and	  Organization	  C’s	  Manager	  being	  the	  most	  disconnected	  from	  fundraising	  in	  general,	  with	  a	  focus	  on	  keeping	  track	  of	  daily	  operations	  and	  specific	  needs	  of	  artistic	  programming.	  	  Another	  conclusion	  that	  was	  easy	  to	  draw	  instantly	  was	  the	  consistent	  levels	  of	  autonomy	  of	  staff	  across	  all	  organizations.	  Each	  of	  these	  small	  performing	  arts	  organizations	  are	  founder-­‐driven,	  and	  ultimately	  still	  led	  by	  their	  artistic	  founders.	  The	  staffs	  are	  all	  quite	  small,	  intimate	  groups,	  holding	  moderate	  to	  high	  levels	  of	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autonomy	  among	  them,	  with	  no	  two	  individuals	  sharing	  the	  same	  list	  of	  duties.	  They	  are	  all	  collaborations.	  	  Coming	  from	  a	  collaborative	  work	  environment	  perspective,	  I	  couldn’t	  ignore	  observing	  where	  the	  power	  was	  held	  within	  each	  organization,	  and	  whether	  or	  not	  it	  moved	  around	  throughout	  the	  meeting.	  In	  organization	  A,	  the	  meeting	  held	  first	  thing	  Monday	  morning	  in	  a	  living	  room-­‐like	  environment,	  power	  resided	  with	  the	  Artistic	  Director	  and	  was	  respected	  by	  the	  staff.	  No	  tensions	  among	  staff	  members	  were	  perceived,	  and	  all	  seemed	  to	  defer	  equally	  to	  the	  AD.	  In	  organization	  B,	  the	  power	  seemed	  to	  travel	  around	  the	  meeting	  table	  in	  ping-­‐pong	  fashion,	  according	  to	  agenda	  item.	  This	  organization,	  led	  by	  three	  Co-­‐Artistic	  Directors,	  held	  the	  longest	  meeting	  of	  the	  three,	  and	  fell	  short	  of	  covering	  all	  items	  on	  their	  three-­‐page	  long	  agenda.	  Due	  to	  the	  calm	  and	  even	  pace	  of	  organization	  C’s	  meeting,	  I	  concluded	  the	  power	  seemed	  to	  be	  equally	  shared	  among	  all	  in	  the	  group,	  and	  not	  weighing	  any	  more	  heavily	  in	  the	  hands	  of	  the	  founder	  than	  the	  others.	  	  Regarding	  what	  seemed	  to	  be	  of	  highest	  priority	  in	  each	  organization,	  I	  concluded	  that	  it	  was	  morale	  for	  organization	  A,	  large	  donors	  for	  organization	  B,	  and	  ticket	  sales	  and	  audience	  development	  for	  organization	  C.	  What	  I	  observed	  about	  how	  decisions	  is	  interestingly	  to	  look	  at	  next	  to	  what’s	  prioritized:	  for	  organization	  A,	  decisions	  are	  made	  independently,	  deferring	  to	  the	  Artistic	  Director	  only	  for	  veto	  power,	  for	  organization	  B,	  decisions	  seem	  to	  be	  made	  by	  individual	  Co-­‐Artistic	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Director,	  based	  on	  the	  issue,	  and	  for	  organization	  C,	  decisions	  appeared	  to	  be	  made	  collectively.	  	  	  To	  go	  a	  step	  further,	  I	  observed	  no	  tension	  among	  staff	  during	  organization	  A’s	  meeting.	  In	  organization	  B,	  I	  perceived	  a	  bit	  of	  tension	  between	  staff	  and	  Co-­‐Artistic	  Directors,	  and	  between	  the	  Managing	  Director	  and	  Development	  Director.	  In	  organization	  C	  there	  appeared	  to	  be	  a	  triangle	  of	  tension	  held	  between	  the	  Managing	  Director,	  Producing	  Artistic	  Director,	  and	  Associate	  Artistic	  Director.	  	  SURVEY	  RESPONSES	  VS.	  OBSERVATIONS	  Of	  the	  data	  collected,	  ‘meeting	  ground	  rules’	  was	  the	  first	  item	  I	  noticed	  to	  produce	  the	  same	  result	  both	  on	  paper	  and	  in	  person	  for	  each	  organization.	  Next	  I	  looked	  closely	  at	  what	  I	  observed	  to	  be	  the	  top	  priority	  of	  each	  staff	  meeting	  in	  terms	  of	  content	  compared	  to	  what	  the	  survey	  respondents	  reported	  it	  to	  be.	  In	  organization	  A,	  the	  top	  priority	  agenda	  item	  reported	  was	  ‘implementation	  of	  existing	  artistic	  programs,’	  however	  I	  observed	  in	  the	  meeting	  a	  general	  prioritization	  of	  morale	  building	  over	  everything	  else.	  In	  organization	  B,	  ‘implementation	  of	  existing	  artistic	  programs’	  was	  also	  reported	  to	  be	  the	  top	  priority	  item,	  however,	  I	  observed	  that	  fundraising	  seemed	  to	  take	  precedent	  in	  the	  actual	  conversation.	  In	  organization	  C,	  who	  also	  reported	  that	  ‘implementation	  of	  existing	  artistic	  programs’	  was	  their	  top	  priority,	  I	  observed	  that	  this	  proved	  to	  be	  true	  in	  the	  actual	  meeting.	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In	  organization	  A,	  the	  #2	  and	  #three	  ranked	  agenda	  items,	  as	  reported	  by	  the	  survey,	  were	  not	  actually	  discussed	  at	  the	  meeting.	  Organization	  B	  had	  demonstrated	  slight	  discrepancies,	  and	  Organization	  C	  matched	  their	  survey	  answers	  with	  real	  actions	  100%.	  
	  
VI. Conclusion	  and	  Implications	  for	  Further	  Study	  	  This	  study	  revealed	  three	  unique	  models	  for	  internal	  leadership	  in	  small	  arts	  organizations,	  and	  proposed	  three	  unique	  structures	  for	  running	  regular	  staff	  meetings.	  Among	  the	  three	  organizations,	  the	  correlation	  between	  held	  power	  and	  productivity	  of	  the	  meetings	  varied	  greatly.	  In	  organization	  A,	  the	  power	  resided	  mainly	  in	  the	  single	  Artistic	  Director,	  but	  was	  gently	  diffused	  equally	  to	  the	  staff	  in	  a	  manner	  that	  led	  to	  a	  calm,	  productive	  meeting.	  In	  organization	  B,	  the	  power	  shifted	  among	  the	  three	  Co-­‐Artistic	  Directors	  and	  Managing	  Director,	  lending	  itself	  to	  a	  less	  efficient	  meeting,	  and	  inviting	  unresolved	  tensions.	  In	  organization	  C,	  there	  was	  a	  single	  Producing	  Artistic	  Director,	  though	  he	  did	  not	  seem	  to	  be	  the	  one	  holding	  the	  most	  power.	  Of	  the	  three	  organizations,	  C	  seemed	  to	  most	  closely	  match	  the	  true	  definition	  of	  collaboration,	  and	  their	  staff	  meeting	  seemed	  to	  be	  the	  most	  productive	  and	  efficient.	  Organization	  A’s	  meeting	  seemed	  to	  be	  most	  enjoyed	  by	  staff,	  while	  organization	  B’s	  meeting	  covered	  the	  largest	  amount	  of	  business	  of	  the	  three.	  	  Regarding	  the	  original	  questions	  that	  inspired	  this	  research,	  I	  believe	  further	  study	  is	  required	  to	  reach	  adequate	  answers,	  however	  some	  responses	  can	  be	  crafted	  from	  the	  above	  information.	  Using	  what	  I	  have	  learned	  about	  group	  dynamics	  and	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the	  nature	  of	  artists,	  I	  can	  conclude	  that	  a	  successful	  staff	  meeting	  for	  a	  small	  arts	  organization	  is	  one	  in	  which	  the	  following	  components	  intersect	  in	  harmony:	  who	  holds	  the	  power;	  tensions	  between	  staff;	  and	  collective	  attention	  given	  to	  the	  top	  priorities	  of	  the	  organization.	  	  	  I’ve	  found	  a	  direct	  tie	  of	  the	  above	  conclusion	  to	  the	  classical	  management	  theory	  concept	  known	  as	  cybernetics,	  a	  term	  coined	  in	  the	  1940s	  by	  MIT	  mathematician	  Norbert	  Wiener.	  Cybernetics	  is	  a	  relatively	  new	  interdisciplinary	  science	  focusing	  on	  the	  study	  of	  information,	  communication,	  and	  control.	  It	  stresses	  four	  key	  principles	  of	  communication	  and	  learning	  theory:	  1)	  Systems	  must	  have	  the	  capacity	  to	  sense,	  monitor,	  and	  scan	  significant	  aspects	  of	  their	  environment.	  2)	  They	  must	  be	  able	  to	  relate	  this	  information	  to	  the	  operating	  norms	  that	  guide	  system	  behavior.	  3)	  They	  must	  be	  able	  to	  detect	  significant	  deviations	  from	  these	  norms.	  4)	  They	  must	  be	  able	  to	  initiate	  corrective	  action	  when	  discrepancies	  are	  detected.	  If	  these	  four	  conditions	  are	  satisfied,	  a	  continuous	  process	  of	  information	  exchange	  is	  created	  between	  a	  system	  and	  its	  environment,	  allowing	  the	  system	  to	  monitor	  changes	   	  and	  initiate	  appropriate	  responses.	  (Morgan	  88)	   	  	  Considering	  the	  artists’	  general	  feelings	  about	  staff	  meetings	  as	  it	  relates	  to	  their	  work,	  the	  more	  efficient	  a	  meeting	  is,	  the	  better.	  One	  assumption	  I	  brought	  to	  this	  research	  was	  that	  staff	  meetings	  are	  related	  to	  the	  creative	  process	  in	  some	  way.	  Having	  conducted	  this	  research,	  I	  no	  longer	  believe	  that	  to	  be	  true.	  Leaders	  of	  small	  arts	  organizations	  must	  acknowledge	  that	  their	  staff	  meetings,	  no	  matter	  how	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efficient	  and	  successful,	  are	  secondary	  to	  the	  creative	  process,	  and	  do	  not	  contribute	  to	  that	  process.	  They	  exist	  to	  accomplish	  the	  work	  that	  supports	  the	  art.	  	  This	  concept	  is	  what	  sets	  meetings	  of	  small	  arts	  organizations	  apart	  from	  meetings	  in	  other	  types	  of	  organizations—another	  assumption	  I	  initially	  brought	  to	  this	  research.	  While	  in	  other	  organizations	  that	  do	  not	  exist	  for	  the	  sole	  purpose	  of	  art,	  the	  regular	  staff	  meeting	  might	  be	  a	  space	  for	  the	  integral	  work	  to	  move	  forward,	  in	  the	  organizations	  intimately	  looked	  at	  in	  this	  study,	  this	  may	  never	  be	  the	  case.	  Thus,	  small	  arts	  organizations	  can	  and	  should	  conduct	  meetings	  differently	  than	  other	  kinds	  of	  organization	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